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The Ford Motor Company 

MANAGEMENT DEVELOPMENT PROGRAM 

"Coaching the Management Team" 
(Film Strip and Record) 


The President of our company often refers to the management team 
when he speaks of all us who have supervisory responsibilities 0 This 
is not an idle figure of speech 0 There is real meaning in that 
expression, "management team," For every manager 

is much like a football coach in many respects, A manager is 
responsible not so much for what he does himself as for what other 
people do under his direction. Like the football coach. 



every manager’s success or failure depends on the performance of 
his team. Both manager and coach must plan, and guide, and direct, 
but the game is won or lost by the play on the field, 

TP build a winning management team and achieve our company 
objective, we have inaugurated a Management Development Program, We 
have started with the logical steps that a football coach would also 
take to build a championship team. 

Just as the coach looks over his material at the beginning of the 
season, we have gathered personal histories to get a good picture of 
the experience and qualifications of the members of our team. Likewise, 

just as the coach studies his plays and strategy to knqw the 
requirements of each position on the team, we have made out position 
descriptions to tell us the requirements of each management job. Now, 

Just as the coach must study and analyze the actual performance 
of the players on the field in order to capitalize on their strong 
points and remedy their weaknesses, just so with industry 

we must analyze and appraise the performance of our subordinates 
in order to achieve the best results. In football coaching, 

it is not enough to decide that a player is good or bad in general. 
The poor player might have just one weakness that the coach can remedy 
and develop the man into a star player. The good player might become 
much better if the coach detects the little faults that can be e lim i n ated. 
Consequently, 
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tyr , coadi analyses the elements of the game - running, blocking* 
feacKling, kicking* passing, etc® <=» and then studies how well each 
player performs each of those elements,, To do this, 

many coaches use some sort of a check-list as a reminder and a 
convenient record in appraising the performance of each olayar c In 
management, 

we can also analyze the elements of the game and determine the 
factors of management performance that are required in all management 
positions „ Such an analysis gives us a list 

of twelve characteristics of management performance* 

io Knowledge of the work 
2 0 Planning and organizing 
3o Analytical ability 
ho Judgment 
5>o Mental alertness 
6 0 Initiative 

7 o Cooperation 

8 o Leadership 

9o Development of men 
I0o Personality 
Ho Quantity of work 
12 o Quality of work 

Our Management Development Program 

provides us a checklist* like the coaches, where we can record 
our evaluation of a man’s performance on each of these twelve items „ 
This same form 

provides spaces where we can sura up and interpret our evaluations 
in terms of the man’s total performance of his job, and an extra oage 

provides for our evaluation of the man’s potential in terms of his 
future possibilities as a member of management. In using these pages* 
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* 1 * PmpOBe of hol Pi"« M” do a better job. In th.s p^c^e? 

ran be’Laerre/dlrect lv oT"tbe 3 field h h n t 0 ’ lra ‘ R ’ t ' tb * U 

something we can see lp n °'* 

kickiinnd 0 pa^SL t0 buf^ Ui9 !; b6tWeen Wockin * ^ cackling, between 

^ tfLflfSnrifiStS^r S ? ^ t0 make th8 *«tinct8n brtwwm 

find out ° f ,namgeraent Performance,, Nevertheless we must 

i 8 a tZiTtZ itstk iz£ daing - d the 

bette^manag e^nt ^team^^Po ^do 3 ^! * order to build a constantly 

Management SvelopLnfSo^! f ir^TofSes/” ^ ° f th * 

knowledae^h?* P er £°™ ancr by “' ob requirements 0 in rating a man*s 
Knowledge of his work, for example* we will indicate ho hn= „ 

2TSL “**-**. « £ SSSloi^f JJiX »*. 

— J b * en if he doesn>t »®ow anything els* 0 in the iam n ** y? 

Job even f “** my be inade ^at« for that particular 

L mLTiLLhV emycl °P edia cf knowledge a tout, other subjects* 

We must judge his performance in relation to the position he ho.da? 

- 

^tL^ocT^ “ 7o rsss.:- - ~ 

to upraise what he does and not what he is Afte-r- an «+ ** 9 u 

as unfair tn ^ .*,tn u " r,e 18 0 Arter ail, it would be just 

uni air to him to rate him performance too high as to rate it too 

sts 

P^pnse^ni^nJSiS in tS P f£YT 0Ve htes,!lf « «•** lB the whnie 
we Sort be^iS “* pl * 0e ° T ° appraiM oOJwtiwly, 
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to observe performance, so that we can go on our own direct 

we read in the papers or *.t other people 


to overlook good performance, in Industry 
unless we make a point of observing performance 
strong points as well as for weaknesses « 


as on the football field 
on the job, looking for 


» 


To analyze sharply is our fourth guide post to sound aooraisal 

k® ® ur ® that " e rate each element of performance separately* 

be d cS2ta? l ??^ 7 ’K- , ? e Ji the C ° aCh rStea a playBr on tacking he mLt 

or kSkf He m^t % 7 h f* wai th « blocks, or runs, 

„ He roust limit his judgment to the* one element of tackling 

JJ t ° 1 rat * a roan high on each factorif 

we reel he is pretty good in general# And yet 

much mnn eluents of management performance could be confused 

Par f* wnp:ie * leadership and development of men are 
, e by no means the same# A man can be an excellent 

»op£ * bundta « hl *h -<*«•#£ To SafSi 

people turn in a fir at -rate job, and yet be a failure in the development 

nf 3 M CaUS6 u? iS leadfirshi P 1® so strong that he keeps su2£L 
dyendent on him and fails to encourage them to develop them. 

wherever thJT^S ?“* tha * our a P pral8a i shows such differences 
Sm iTc^Le a 8 actual P® rf o™*»co. From this illustra- 

idiy we must analyze sharply to mate sure that we judge each asoect 

^d^ralTe r 1 ?® separatel y and independently as we oServlT 

and appraise the work of our subordinates. 

w„ rfS thoro “ehy ia ths fifth guide poet i„ our e^iuetipp. 

incidents 0 ^..STL*' 9 110 nat & n '*™ iuo vei&it to drsrattio but isoleted 
incidents. Just because a player misses the point after touchdown that 

would have won the game in the last half minute of the play we don»t 

went to forget the excellent kicking he did the rest of the* afternoon* 

Just because a man pulled a very obvious boner last 
^2 th “ eX “J lant 3“iS*«"t shorn in hi* jTrk fo^’th. £St 

w to ""OSUTO overall performance so w must wish 
thoroughly and make sure we are not judging his work bv almrifl widow?, 
that happened to come to our attention. ^ Single incidents 

Vfeen va follow these five guide posts. 


It 


«*» 
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Xo Clauge by .Job requirements 
2 0 Appraise objectively 
3o Observe performance 
ko Analyze sharply 
5o Weigh thoroughly 

«-**—• *» - 

i. r° u ° n ° »*• 

"*>- he mi his present SsiUon ad^te^^^ 0,lr 

satiaX^ * f^fhelejs "If the situation i. not 

be done?" HeX ITILScflem ^ f > " h ould 

SL i v di S d “ al f that are not cot^S 

When we have made out a performance appraisal 7 ^ * li to 

our organizational superior, He will^ be^^!n^H ^v SU ?u r!iLnatea Mlth 
the people we are appraising so he will be able t^JS*** *° ?4t and 

we may have to be too harsh orto^ 2Sv £ 2?,!! T T ® ^ tende ^ 

time, asy 111 our J«df7*nts 0 At the same 

this review of our appraisals will cH v* rt „- 
understanding of any personnel probSS 2 ^ay^a«^S°l 11 C ff SBr 
opportunity to obtain any adeice he oan offer! vZ SafSa^,” “ 

to "“« ^ion for our superior 

subordinates , appraisal of the performance of each of our 

perforasmce^of 2r^o)S2t£ ‘" < "’ mred “** th ° 

nhen the coach has compiled all possible atatistioe on hi. player,, 

— ^ “et'Srm^s^™ Sd*5^ ^d agUree « «“ 

coaoh t ^n^«T’S 1 el IL hI ? * rtron «“- P"n®ing am. m that the 

plenty of praotice at the rt^ht^hi^lT^e^^^r^'' hi f 8elf ’-brough 
is rne oai y way the coach can do this 
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low i^°o^ 0 5^w h ^/ nitiA ! iVe ^“ ernally when that element is rated 
iow in our review of a roan 9 a perf ori asa p o 0 




. “ w ° *• ^ - —* 

hla ™£\° f OU 5 8ubordinAtse know how we have evaluated 

i»io t?s 0 w pretty beca “ ,e the ™ isn,t «■ of » 

S-y i “ ttat ' s Khrt «» >PPral«a of performance 

veil £ some'respecta* "‘■•““‘•J. not doing eo 

hand,tf"£ ?£TS£; ed t8 t17 10 ll * re ’"> On the other 

mu “'e?%°'^LtLI! 0d ° n prssent Job lt,S TCry Utoly ttot « 

performance l^t^S^roee^erfOTMincehend told a°m f 7 rp0 ° 0 “PPrefaing 
Onr success In coaton* perlommo ® ■“ “ miming management team. 

with discuss our appraisal of a subordinate's performance 

2* ® * tB ^ r Point In the *>ole Hanage^D ev^T" 

appraisal.” ’StTT. *°JT^ °Z SI 

no preparatione start. Not time, no privacy, 

talk’ ts^^stvsts^ Jr^sLL 1 ™^ t s TO i r h * «• * — 

*? ;■ ■ “« “5«* 1 »«rthe y .S 0 h^r:Se D : o TO “ s^ k 

for a quiet, bualneeaUke oonferenc. mthont an eiidmrraaLH^SL 

*&» C3 
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with the individual o It woSd be foolish relation ® 

unnatural heartiness in o^greetinTor L^ t ^ Ue to A * d ? t 4111 

in our own way, we want to be suret'iat ^ of Any kind but, 

atmosphere o ^ be sure that we create a friendly, easy 

— to r ™ 0 £.^£ » 3111 *• 

t„ e ^ X SL"Ste^2*J^-g s * 

heTir^S/a C “t1^^r Ce *J i* 1 ” hl ” «»— * ***- 

that he knows that too. We oa^^tSt^ Bement Um ‘ ^ must make 8Ure 

6IHph&Si Z Ing th&t V6 flJT*© Udt try in g to inrirro U 4 M 
are gauging hie pa-foimance lnrellS^n thf®7 “ **•*«» but 
position. This Idea can to 

performanclTand” noT^hlB^own^that S'SiL 1 ’^? a“ IT* " 0th3r mu ' s 
tain this objective attitude the Judgedo The more we can main- 

Interview. ** •"«« 

him P thiB Attitude by recognizing with 

mo. ££ 35 5 ££££? and that 111 ta ™ — ■ 

— ^TJfSS VST&TKft ^£^• 0 ^’“^* " 

performance in his Job. However, Appraisal of the man’s 

for each indiSduaX^o^at^^^iSl^S^ Sth^s *“ a f d J fferent order 
polnta. * «rst recogniaing^l^^J^S^IS^!., 

»e’^l 1 H^”SvK S hta a tSf 13 f0r * r cent <* that 

honest Ind rriendlarTnieS our ‘* ppr “ i '“‘ 1 13 objective, 

accept criticism and recognize his shortcomingafjfcouree, " 1UinE 40 

Mas,e°^t°I“iS™J h ^ IfltV* °L°^ SOml «o““«on and 
critical of f ‘ “* I 3 



» 7 ° 
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Etoj though o Sr h< “* 40 “ y ” 

- rS“h^ xi™ *•**» u he *«• «- «- 

•oplaStloM K4 b °ffe?t SulSSr' ?* -” e * s “ 0 > or «ou»eo, or 
Mu problem uo that » 1 h2p “,* >re lnSigh * *** 

wan neap ium pJ.an his ot n improvement* After all, 

huuo teTOue If „ .re going to 

some people * spite of all the care we may take. 

Even if thiVsSS J^JJ£ tional ,jhen ^oed Ath any kind of criticism, 

k&5££t' 

-^rtcnS ssrsrs fLSSi?? 1 

out, then we i 0 * 1 ” I” 111 h ® ^ talked himself 

naturally this icj ° f *** Patterns, 
but we must be proparedT^ U ^ 

to enter Tiev Vc myst be careful not 

such conparlftojM^w^can rS^hia^t^^re If ? W 3ubordinate introduces 
people t*ut we are not comparing or appraising 

or hi^Porttl^^t^othS^MDl^M^ r ! lation *» the requirements 
in relation to ihe reqSllS 5*gE gSSSST ^ U 

to ma£ "na^^^SjSrtSwST <»"*»*« « ehould try 
Improve hla performance, 1 “H help our eubordinate to 

can <«arfnr h S' 1 om 0 SSwJeSnt™ k nii < ’ t h of ,f" y 8< «8 e<,t lone that he 
getting hie accept^ ^ 0 ^^^ fifC lathing 


8 <0 
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about It himself* 

„«+<i I K may 5 e * el1 ^ save one or two favorable points of our review 
until the aid of our discussion so that we can conclude the interview 
with some further praise and encouragement* in any case, 

we will want to summarize the appraisal and emphasize again that 

d f vice that we * re usin « for the development of the 
player and of the team, and point out that it will lead 

.. ^ individual development plan designed to assist him in making 

the most of his own abilities* Then by reviewing 

the four stages of the Management Development Program} 

Xo Personal History 

2 o Position Description 

3o Performance Appraisal 

k* Individual Development Elan 

and showing that we are now in the third phase, 

mon<ay ■“* of —*»■**» 

Wien the interview is over the Performance Appraisal Form provides 
space for us to record the man's reactions while they are fresh in mind. 
These notes will be very valuable to us for reference before hi 8 

next appraisal, 

H» v »i^i2 lCh i n0ffce i ' rLL1 * lso be helpful 111 wa*5cing out his individual 
deveio^aent plan when we come to the next step in the Management Develop- 
raent Program, As we consider * 

*1 °f n SS f that the Management Development Program 
gives us a definite, businesslike occasion far the overall praise and 

C °^ t ^ Ct * Ve ^ ticioin thafc we may not find opportunity to give our 
subordinates from day to day* Naturally, 

* ~ continue giving a pat on the back when a man does a 

SrSLf J2 ^ ob “ d + su fS estin g improvements when work is not up to par* 

to make corrections and give constructive criticisms before thine* 

Sw 1 °? S P ° i 2.f iat We flnd lt dlfficult to remain objective and 
helpful in our criticism, and the same interview also enables us 
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^ show o W recognition and appreciation of the good work without, 
waiting to throw & ceremonial dinner. As we look back 

at the course of this appraisal interview, we really* that 
successful use of the appraisal as a coaching tool is the result of 
careful preparation for each interview with each individual subordinate* 

Before discussing our evaluations with the individual we have 
rartared the reasons for our Judgment ■ in the light of tJe ^Hositlcn 
requirements 0 We have made sure that both of us will have the time and 
pla~e to discuss the evaluation privately and calmly), and 

Of coS T 6 to cover in appropriate order, 

!r ^ outline will be adapted and filled in differently for 

in^aJh^Ise This'if ? baervations ^ Judgments we have made 

in eacn case. This is the kind of preparation that leads 

Hhat 2 J f ter ' ,lOT - Her® He have a man who knows 

* f J"” ’* ere 1,6 st “ da > «*> has a well-founded 
hSn^lJr‘^° e ^ IWe himself and make the most of his ability, and 

to his ‘S’'® that h0 h “ his reaponsibiutloa 

”•? ouoo^dinato, to his company and to himself. He has made a careful 

¥*£*?* pe r f f rinanc ® md the y ^ve reviewed it thoroughly 
How they are ready to work together 

through the Management, Development Program 

the is d '^° P “ nt °5 th ° lndivifl “ al , the player on the team, under 

the guidance of his supervisor, the coach, * 

■W <7 

ahips^ ^’r^'on^^lr 4 ' 7 ' " * f00tban » 

the m th — *• *«• *— • — •*«« 
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